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Agency Position Managemen! and Manpower

Utilization, Philosophy, Objectives and Criteria

- STATINTL
on 7 Janusry 1972 the DD/8 issucd |l ich divectea the
Director of Personnel to schedule and conduct position management and
-manpower utilization surveys of all Agency components every three years.
The overall objectives of these surveys are to make necessary adjust-
ments in the position structure and grades and to ensure the most pro-
ductive utilization possible of the Agency's personnel resources.

Under Agency policy it is the responsibility of the manager to
determine manpower requirements and the organization of work activities
and positions. An inherent part of these responsibilities is the
development of positions in such a manner as to provide the highest
possible degree of efficiency and economy. Current restrictions on
personnel ceiling, budget limitations, and rising persomnnel costs make
it inereasingly important that more attention be given to position
planning.

In the future, the establishment or retention of unnecessary posi-
tions must be avoided if the Agency is to meet its responsibilities and
live within the limitations imposed. Nonetheless, the structuring of
organizations and positions must be accomplished in such a manner that
production and quality will not be sacrificed for economy. The desired
result is an optimum balance between production, gquality, and econony.
In terms of employee development end needs, orgenizations and positions
should be structured in such a way as to be stimulating, challenging,
and monetarily rewarding, and to provide the opportunity for increasing
knowledge and skills and advancement to higher graded positions.

Achievement of the desired objectives will require the combined
effort of the organization manager and the Salary and Wage Officer,
Primary responsibility for organization and position management rests
with the manager. Responsibility for determining the classifications
of positions and monitoring and advising on organization and positicn
management rests with the Salary and Wage Officer. To ensure equity,
uniformity, and consistency in the accomplishment of these responsi-
bilities the following policies and criteria will apply:

A, DPosition Classification Policy

The Salery and Wage Officer will classify positions in accord-
ance with approved Agency position standards, grade patterns, and
benchmark positions. In all cases grade determinations will be

_based on the following factors as related to the duties of the
~position:

‘1. Job requirements (Xnowledges, skills, experience, etc.,
required)
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2, Difficulty of Work (Creative ability and individual
judgment required, availability of guidelines, super-
vision received, ete.)

3. Responsibility (Scope and effect of decisions and
reconmendations, nature and size of operations, finality
of authority, etec.)

4, Personal Relationships (Level of contacts, purposes of
- contacts, authority to commit immediate office to course
of action, etec.)

Tn no case will grades of positions be based solely on the presence
or absence of supervision exercised or size of organization. These are
only two of many factors considered in determining the overall weight to
be given for the "responsibility" factors. Grades of positions will be
based on overall strength in relation to the four major factors outlined
above., While volume of work or workload is sometimes a measure of com-
plexity, generally it will only be considered in determining manpower
requirements and effectiveness of manpover utilization.

B, Criteria to Consider when Setting up New Positions or Changing
Ixisting Positions

i. The Position is needed,

a, It helps accomplish current activity objectives,

b, The current and projected workload clearly support
setting it up or continuing it.

¢. It represents the best use of available ceiling or
O o is important enough to support s request for addi-
‘ tional ceiling. '

.2, The position is sound from the standpoint of economy and
effectiveness.

a. It fits satisfactorily into the present or anticipated
. workflow. '

b. . The work cannot be absorbed by other positions without
serious damage to essential functions, nor can it be
performed more economically or effectively by introduc-
ing a labor-saving device. Suitable arrangements cannot
be mede to shift any sporadic or seasonal work to other
positions.,

¢, If it is supervisory, the segment supervised cannot be
merged with another without seriously interfering with
mission acconmplishment. '
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C.

If it is supervisory it reflects a reasonable broad

span of contreol., At least thrce substantive personnel
(performing the "line" work of the scguent) are super-
vised at the first level, and many more when subordi-
nates require little attention; policies and procedwres
are vell established; and the workload is stable. At
higher levels a minimum of three segments are supervised.

If it is a deputy (full-tiwe line assistant), it is
not being established primarily for continuity. The
supervisory workload is too much for one person or the
superior is frequently eway for extended periods and
the deputy must make major decisions in his absence.

- Such responsibility cannot be assigned on a part-time

ki

cor rotabting basis to other personnel,

If it is a support or service position it does not
unduly increase the ratio of such positions to "producar'
positions.

. If it is concerned with high-level work, it does not

remove some of this work from other positions without
good reason. (Furnishing backup to a higher~-level
employee in his absence is not normally such a reason.)

position is sound from a motivational viewpoint.

B4

b,

It is not unduly narrow. It provides reasonsble
opportunity for job satisfaction in terms of achieve-
ment and responsible performance.

If it is an entry or low-level position, it is not
"dead~end". It provides reasonable opportunity to
progress to higher-level work.

If it is supervisory, it is more that of a true
manager (goal-setter, planner, developer of people,
etec.) than a "pusher" or "superchecker'.

€. Criteria to Consider wvhen Surveying an Entire Organizational

1. All the work performed is essential,

Segment
&
b.

- performed.

Bach major item of work helps accomplish current
activity objectives. No unnecessary work being

Any duplication or overlap with other segmeﬁts is

- deliberote because of operational needs.
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2. 'Me structure reflects a reasonable balance between

economy and effectiveness,

..

Ce

d.

1

Sipnificant portions of the work cannot be absorbed
elscvwhere or done more economically without scrious
domage to essential functions,

Starfing reflects proper program emphasis. Where

the segment has been cut back, its ability to perform
its work has not been seriously impaired (through a
top~heavy structure caused by the abolishment of

lower-level positions or other imbalance).

Staffing is based on average rather than peak work-
load, using work measurement criteria and considering
vorkload trends.

I the mission is expanding, staff (especially super-
visory) is not being added too far in advance of the
time when the workload becomes actual.

The average grade of the segment reflects the nature
of the work donc (e.g., the frequency with which
senior skills are called for) or, if not, is the
result of a purposeful response to operational necds.

There is no unnecessary fragmentation (the splitting
of the organization into many small segments) and the
span of control is reasonably broad (there is no more
supervision than is necessary). Supervisors are
responsible for the work of at least three substantive
personnel (performing the "line" work of the segment
supervised) and many more when subordinates require
little attention, “policies and procedures are well
established, and workload is stable. Supervisors
above the first level manage at least three seguents.,

Deputy positions (full-time line assistants) do not
exist primarily for continuity. In each case the

" supervisory workload is too much for one person or

the superior is freguently away for extended periods
and the deputy must make major decisions in his

 absence. Such responsibility cannot be assigned on

a part-time basis or rotating basis to other personncl.

Support service segments are not unduly large in
relation to "producer' segments. The practicability
of a centralized service arrangement or of common-
service or cross-service agreements with other
activities has been considered,

BTYETELILE v’.m., qc—p;w:m
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i. There is good manpower utilization, %Yo the extent
Peasible; work assignments fit the specilal skills,
xperience, and potential of present employeces, and
thore is sufficient worklood to kecp employees gain-
fully occupiecd during the uormal workday.

3. The structure enhances communic-lion, decision-making,
and the speed/quality of orgoni-ational responsiveness.

a. . It is reasonably simple, considering the operations
involved. Closely related work is associated
physically as well as organizationally so that it
can be more casily coordinated.

b. It is technologically suitable (in relation to work-
flow, procedures, equipment, facilities, layout, ete.).
It is flexible enough to accommodate foresceable work-
load fluctuations; it includes plans for shifting
employees among jobs in peak or slack periods.

c¢. Yhe division of work--by function, product, purposc,
etc.-~1is the best for the work performed, considering
the special advantages the various arrangements ofTfer
(for cxample, ecasier coordination and better execubive
development under a product arrangement; more cconomical
use of equipment and greater consistency of technical
declsions under a functional arrangement.) :

d. 'The organization is not unduly layered (too many
levels in the chain of command)--it is "flat" rather
, , than "tall". Review levels are kept to a minimum,
‘ Authority for operational decisions is suitably
' delegated, for example:

~Speedy, on-the-spot decisions must be made,

~There is little need for uniformity or for
. ‘ - coordination among scgments,

~The types of decisions are less significant.
~Decisions can be based on rules or policy.
~The personncl involved can be expected to
know the facts or can get them together
readily and are helieved capable of making

"sound decisions.

, The structure is sound from a motivational viewpoint,

a. Positions have sufficient job interest and are not
unduly narrow. They provide reasonable opportunity
for job satisfaction in terms of achievement, growih,
decision~making, responsibility, and other aspects of
"Sob enrichment.”

AT ‘r‘()vpn,n' wep
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Attention is given to promotion potential in posi-
tions. Career ladders (not necessarily confined to -
the segment or even the activity itsell) provide
entry %o key positions.

Peridinent behavioral research findings have been
counsidered, Tor example:

~The advantage of departing from {raditional
Torms of organization in special situabions
{such as the project manager concept in
research and development. )

~The importance from sn organizational "climate"
point of view of supervisory positions being
more managerial (goal-setting, planning, develop-
ing subordinates, ete.) than "pusher" or “super-
checker" positions,

Unusual turnover, sick leave, or absenteeism are not
primarily due (as determined from general observation
or from attitude surveys) to the organization structure
or the makeup of individual positions.
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